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INTRODUCTION 


Purpose of the study 
The technological explosion of recent years has had an enormous 


impact on the concepts of warfare utilized by our military. The use of 
nuclear energy, supersonic aircraft, and guidec missiles has considerably 
altered the basic structure of our military organization. The rudimentary 
skills that were basic to the conduct of war have been replaced by highly 
technical and scientific systems. To operate and maintain these modern 
systems both efficiently and effectively, the military has had to concentrate 
on recruiting and retaining competent personnel who can be quickly trained 

as highly skilled technicians. 

Since this explosion was not limited to the military alone ani other 
sogments of the economy were also affected, the military and private industry 
were placed in direct competition for the skilled manpower available. The 
military has run a poor second in tho acquisition of these skills. Frivate 
industry has long realized that major considerations in gathering an 
effective work force must include attractive incentives. This entails a 
wage scale that keeps pace with our changing economy and positive measures 
to enhance the prestige of lower and middle management, 

ihe mílitary has encountered many problems in tryinz to keep its 
ineentives at the same level as private industry. Many of its highly skilled 
technicians have been attracted by the benefits offered in private industry 
and have left the service. The military, with a considerable loss in its 


2 

trained and experienced personnel, has utilized a rapid promotion system 
to make the service more attractive as a career, Therefore, petty officer 
grades have been filled with inexperienced persons who lack the maturity 
and qualities of leadership desirable to assume the responsibilities of 
these grades, Consequently, these responsibilities have been delegated to 
junior commissioned officers. This fact has had a detrimental effect on 
the status and prestige of the petty officer, 

Today, these problems still remain unremedied. Many of our highly 
skilled technicians are leaving the service at the end of their first term 
of enlistment for jobs in private industry which are more attractive with 
regard to both salary and prestige. 

With these problems in mind, this study proposes and examines the 
advantages and disadvantages of a new type of enlisted advancement system 
for the Navy, The entire structure is proposed to be spaced ever a period 
of twenty-five years so that a man will be eble to continue to advance to 
higher levels throughout his career, This system will expend the length 
of time spent within each grade so that a man may gain additional experience 
before he has to assume the responsibilities of a higher grade. Within 
each grade will be step levels, similar to those in the Federal civil 
service, at which point a man can achieve a pay increase based on his 
technical skill, The system will also have a wage scale that is comparable 
to the same levels of responsibility in private industry. 


Plan of resentation 
The purpose of this study is to propose a Navy advancement system 


which will encourage the retention of highly skilled personnel. 
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in Chapter I, the problems of retention of highly qualified 
personnel aro discussed, It is shown that the military services need to 
become more competitive with private industry in the labor market in order 
to retain skilled technicians, 

The present advancement system and its deficiencies are explained 
in Chapter II. Among the points brought out in this chapter are that too 
rapic advancemont produces inexperienced petty officers, a lack of 
comparability in compensation between the military and civilian industry, 
and a need for billet analysis in every rating. 

The proposed advancement system and its distinguishing features are 
explained in detail in Chapter III. A promotion system for producing 
responsible petty officers, a competitive wage scale, and a continuance 
rate to produce satisfactory manpower flow within each rating are examined 
in this chapter, 

The scope of the problem and the methodology utilized in conducting 
a survey with regard to the proposed advancement system are discussed in 
Chapter IV. 

The proposed system is evaluated by analyzing the survey which was 
conducted with regard to the system in Chapter V. 

A general summary with conclusions and recommendations is presented 
in the last chapter, 
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CHAPTER 1 
THis ENLISTED RETSNTION PROBLEM 


Developing the Skilled 
"There was a time when our readiness could be maintained with fewer 


hard-to-traíin technical ا‎ however, today's wars are fought with 
exotic weapons systems which must be manned and maintained by highly skilled 
technicians, "As we continue to introducs and operate more complex weapons 
systems, our critical dependence upon technically proficient, experienced 
people will bocome even more — Developing this type of individual 
requires a high quality input to training, an extensive training program, 

and a long period of on-the-job training before he can be considered skilled 
enough to man and maintain a weapon system efficiently and effectively.” 

A newly trained recruit going into a job as a replacement cannot do the job 
as satisfactorily as the man who has several years experience. The more 











ladmiral David Lamar MeDonald, "Selected Excerpts from Statement on 
Fiscal Year 1966 Budget before the Defense Subcommittees on Appropriations," 
quoted in Fiscal Year 1966 Department of th vy Budget Digest, Naval Supply 
Office Publication Mo. 1355 Philadelphia, Pa. ; Naval Supply Depot, 1966), 
Ρε 12. 






paul Henry Nitze, "Statement before the Defense Subcommittee, House 


Committee on Appropriations," quoted in Fiscal Year 1965 Department of the 
Navy Budget Digest, Naval Supply Office Publication No. 13 — — hiladelphia, 
Pa.: Na Supply Depot, 1965), p. 10. 
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5 
complex the weapon system, the longer the training period must ἀξ 
Obtaining a proper return from a technician who has been trained at one of 
the Navy service schools requires a substantial period of productive service, 
This retention period is not being realised to any acceptable econonic 
degree, especially with regard to the technicians who require the more 
lengthy and costly training,” 

A recent study conducted on the sonar technician rating, one of the 
most critical ratings in the Navy today, illustrates the significance of 
this statement, Information gathored from the fleet and sonar school 
personnel has indicated that the primary responcibility for maintaining and 
operating sonar equipment lies with pay grades L5 andi £.6. Due to the 
low reenlistaent rates, it is within these two grades that the most critical 
shortage lies, Most sonar technicians (ST) aro third (Lh) or second (5-5) 
class petty officers at the ond of their first four.yoar onlístment, 
Approximately cighty-five per cent of these men fail to reenlist which leaves 
fow men available for advancement to second (£5) ax? first (£6) class 
Levels,” 

In addition to this shortage, the experience level of the personnel 
in pay grade E-5 may be insufficient. The minimm time required for 
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6 
advancement to E-5 is twenty-seven montha; hovovor, approximately throo 
end a half years are required to attain tho formal training and on-the-job 
experience necessary to bscome sufficiently qualified to technically 
maintein sonar equipment. Therefore, individuals can advance to the STG2 
(Sonar Technician Surface, Second Class) level as meh as a year prior to 
being fully qualified te porform technical maintenance, (See Appendix A, 
Table 1.) At the sano time, it is these personnel, in many casos, who must 
perfora work for which they do not have tho proper amount of experiones 
due to a lack of axperienced personne). at higher grade levels. In fact, 
many senior sonar men aboard ship are second and third class petty officers.’ 

Because there is insufficiant time during the firet enlistment to 
develop tho ability to evaluate visual ani audible sonar contact information 
and the ability ts mate acourate classifications, many sonar technicians 
do not become proficiont within this timo, Henco, the job of performing 
the work must be assumed by senior petty officers, Since the majority of 
sonar technicians do mt remain in tho Navy, 1t becames apparent that the 
efficiency of the sonar equipment is not in all instances filly realised 
because there are insufficient mumbers of skillet patty officers to do the 
job. 

"In summary, the Navy's capital investment in ST's is high during 
their first few years in the Navy, First term ST's receive considerable 
formal and on-the-job training while the service that they provide is 
limited both in length and quality. It appears evident that the Navy does 
not receive an equitable rotum on its investment. over the first four.ysar 
enlistment, Further, it is questionable whether the 15% of surface ST's 
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? 
that reenlist avo able to provide sufficient return in services to 
compensate for the loss sustained on tho 35% that do not eats. 

Since we live in a relatively free and demscratic society, individuals 
cannot hs compalled te ramain in a peacetime armed service any longer than 
tho minima length of time required by law; therefore, tho Navy mst 
attempt to retain tho sicilled and the competent by the use of the laws of 
supply ami demand, This fact necossitates offering to the men whom the Navy 
wishes to retain the benefits emi prestige comparable to thoso found An a 


civilian job with the same duties and responsibilities.” 


Retention: ty not tit 

Tho modern military manpower problem in its simplest form is ono of 
retaining quality and not quantity since total numbers of people available 
are not true measures of our defense capability. The Navy has found that it 
has been hard-pressed in keeping an appropriate supply of skilled — * 
The man who has acquired military skill of a technical nature curing the 
period of his first enlistaent represents a substantial investment by the 
government. "Low retention is expensive, Every man in the Navy represents 
an investment based on the cost of training a replacement, but this is not 
the only loss when a man with what we call a ‘hard skill’ leaves the 
servico. To the bare training cost mist be added a valuo for his accumulated 


experienco, his talent in his job, During 1965, 21,600 men possessing 
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8 
critical kare skills left the Naval Service, Our monetary loss was not 
only moat, but there was 4 concurrent serious effect upon Fleet 
ος, 

Tho return on this investment will bo measure) by how many of these 
qualifioÓ sr decirable personnel elect te reenlist, The point of time in 
service that would provide the Navy with the maximum cain in the dovelopnent 
of a quality enlisted ferce is at the en! ef the first enis" This 
is not boing realized as shown in Appendix A, Table 2, Speaking specifically, 
the Navy is interested in retaining tho highly skilled technicians who are 
so costly to train ami aro in high demand in civilien industry. Therefore, 
the emphasis cannot bo placed on tho reenlistment of a certain number of 
mon, bat rather on the retention of the skilled and the shak V This 
entails examining imiivicual ratings and determining the mmber of men 
eventually neaied to M1] the billets at all levels, Sy examining the 
billets at all. levols, a metho! of planning can be established whereby the 
manpower flow in any particular rating can be measured, This would allow 
the Navy to base its estimate of needed first term retention in each 
particular rating on the marpower flow at oach level, 

The ideal billet structures is one with a broad base of billets at 
the lower grade levels and a steady decroase of the total mmber of billets 
as tho crajo levels increase. This would ideally form a pyramid, It has 
been found, however, that the attrition rate of personnel at each grade 





U aniral MeDonald, op, cit., p. 19. 
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9 
level is lower than the rate of personnel roady fov promotion et coach 
lower grade level, This leads to what is known in military jergon as hump 
areas, Ono solution to this problem would be to ensure thet only tho 
desired amount cf personnel in each grade needed to fill future billet 
vacancies be سد‎ A method for accomplishing this will be 
investigated in Chapter 3, 


ritical Retention Point 
At the end of the first term of enlistment, an enlisted man mst make 


a major decision. Should he continue in the Navy and make this his life's 
career, or should he seek employment in civilian life? A majority of these 
men have recoived valuable training and have became skilled in a useful 
trade. Civilian pursuits offer many attractive, immediate and long-range 
economic rewards, A men mast comparo the advantages and disadvantages of 
one career against tho other ard thus make his decision, "Attractiveness 
of a service career mst outweigh inducesents to leave the service, We must 
acknowledge the great savings involved in continuous service by providing 
most of the benefits afforded to personnel on separation fron the — ad 
One of the most essential qualities sought by a man in any field of 
endeavor is the prestirce of his — — The relative importance of the 








1 ntervieu with Lodr. Paul R, Gates, Member of Secretary of the 


Navy's Task Force on Military Retention, Feb. 14, 1966, 
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accomplishment of ono'o vori ls often expressed ia the prestige of the 
position in the eyes of the other members of the cammınity,. The lack of 
this prestige has been established as being one of the major deterrents in 
the achievement of a higher first-tern reenlistinent set, luis lack of 
prestige Was realized as sarly as 1955 by the Joint Chiefs of Staff. On 
February 20, 1953, thoy forwarded a nomorandum to the Secretary af Defonse 
stating that they wore becoming increasingly concerned with tho growing 
lack of confidenoe among Armed Forees personnel in military service as a 
worthuhile arr! respected career, Their particular concern was with respect 
to the future proficiency of the military services end how this would be 
affected by the amas. ده‎ 

This committee received hundreds of lettebs from active and retired 
military persennel as well as from the general public concerning tho above 
Situation and " , . . concluded that military service as a career that will 
attract end hold capable ani ambitious personnel had deteriorated alarmingly 
in comparison with other fields of skilled endeavor, 419 Kumercus reasons 
for this deterioration were citede“one was a dilution of authority and 
leadership due to inexperienesd personnel, This necessitated an increase 
in centralized authority which, in turn, diminishad the prestigo of the 
noncommissioned officer, It, further led to a lack of acceptance of 
responsibility canmmensurate with rank because of the lack of authority 
necessary to adequately discharze this responsibility, 49 
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In 1955, a survey conducted by the Public Opinion Surveys, 
Incorporated, Princeton, iew Jersey, under the direction of Dr. George 
Gallup and hís staff concluded: 

A career in the military service does not carry great 

prestige with adults, at least as of today. This is true of 
both officers and enlisted personnel. Inadequate financial 
rewards, dislike of service discipline and regimentation, lack 
of adequate family life and less opportunity to advance than 

in civilian life are the greatest drawbacks of a military career 
in the public's mind. 

Survey evidence indicated that the military services would 

most likely succeed in their efforts to attract and retain 

the high quality of personnel necessary by increasing financial 
benefits, by encouraging a more normal family life for servicg, 
personnel wherover possible and improving housing conditions. 

"In analyzing the above subject of prestige, the "Cordiner Committee’ 
concluded that lowered noncommissioned officer prestige not only adversely 
affected the reenlistment intentions of senior career personnel, but that 
it results in poorer administration and removes the goals and incentives for 
a first-torm man to advance and make a career of the Service, It was further 
concluded that the present level of economic incentives offered to enlisted 
men is the major cause of low prestige as the comparatively low standard of 
living of enlisted personnel commands little respect in the وسوی‎ ty, ^" 

An enlisted career symposia was held in February of 1957 by the 
U. S, Office of Naval Operations. The conferees observed that much of the 
prestige that had been associated with the grade of chief petty officer and 
petty officer first class had been lost. They voiced the opinion that 
officers no longer respected tho leadership ability and judgment of senior 


petty officers, and consequently, were not delegating to them the appropriate 





21, rt to the Secretary of Defense on Professional and Technical 
Compensation for Military Personnel, op. cit., pp. 5 


22 Ibid. 
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12 
authority and responsibility necessary to manage the affairs of a division. 
They also concluded that senior petty officers, predominately technicians, 
who had been advanced rapidly had failed to measure up to their leadership 
responsibilities. It was further stated that petty officers who are 
rapidly advanced do not have the same practical experience in leadership as 
men in slower moving — 

Ihe problem of prestige seems no better today than it was in 1953. 

A survey of naval personnel was conducted during June, 1965, for attitudes 
and opinions on various aspects of naval service. Of a population of 
559,033, a sample of 16,533 was selected which represented 3% of the 
population. One of the questions asked concerned the prestige of serving 
in the Navy. 18% of those polled felt that prestige was good, 37% felt 
that it was fair, 30% felt that it was bed, and 2% had no opinion. 

Another question asked concerned a comparison of job prestige between 
civilian life and military life. 11% felt the Navy better, 32% felt the 
Navy and civilian the same, 48% felt that the Navy was worse than civilian, 
and 10% had no — 

Although no one problem can be singled out and wholly blamed for the 


Navy's loss of competent personnel, it becomes readily apparent from what 


has been stated heretofore and from the answors to the above two questions 
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13 
that the lack of prestige within the enlisted ranks has a definite 


influence on the retention problem. 


Ihe Lure of Civilian ployment 

The lure of civilian employment opportunities has been and still 

25 

remains the major cause of the Navy's high turnover rate. The enlisted 
man is confronted with long periods of enforced absence from home, 
uncomfortable living quarters, adverse working conditions and small 
compensation for his efforts, Because of these conditions, advantages of 
civilian employment become even more attractive to the first-term enlisted 
man, 

To gather actual fact data regarding opportunities for military men 
in civilian occupations, the "Cordiner Committee" engaged in 1956 a civilian 
management consulting firn, The MeKinsey Company. The significant facts 
that were produced by this consulting fim: were: 

ο ο ο The serviceman concluding his first term of service can 
normally expect higher pay in a starting civilian job than 

he 1s receiving in the military: . . . promotional opportunities 
in eivilian life are greater than those afforded the career 
enlisted man; . . . Fringe benefits no longer favor the enlisted 
man over his civilian counterpart except for the 20 year 
retirement option. 

A study in career motivation for the Bureau of Naval Personnel further 
illustrated that the role of economics or of civilian occupational 
opportunities cannot be contradicted as deterrents to caroer service. 


Historically, fringe benefits provided te the military have far exceeded those 





25 
Compensation for Military Personnel, op. “cit e Ps 5. 
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1^ 
available in privato industry and seemed to compensate for some of the 
difficulties of military life; however, industry now offers benefits which 
challenge or even surpass those of the services, To aggravate the situation 
even more, some of the reduced prices in the Navy xchange ere hardly 
distinguishable from (and at times higher than) those in retail stores and 
discount n, 

The loss of experienced men to industry was also a problem realized 
by the Civil Service Commission. At the same time that the "Cordiner 
Committee! was studying military retention problems, they were also doing 
a study on civil service retention problems, It was found that the cause 
of these losses to industry was inherent in the systea of compensation 
utilized by Federal civil service, The system in use was not flexible and 
responsive to competitive pressures. "In private industry, the specialist 
received the going pate." Fringe benefits were being matched or even 
exceeded by private industry, an the status of the individual was not 
highly recognized in Federal civil service, 

The findings of the "Cordiner Committee" were that the system did 
not effectively: 

a. Adjust to market rates by particular skilis 

b, React to changes in tho general economy 

c, Maintain internal alignment 

d. rrovide flexibility to accommodate individual worth 


6. Provide flexibility to meet unusual environment and work 
situations. 22 





27 Albert Glickman, L. Learner, and A, J. Spector, Studies in Career 
م1‎ 292836 Plan, Bureau of Naval Personnel Technical Bulletin 59-3 
Washington: U, S, Naval Personnel Research Field Activity, 1959), p. 3. 
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From these findings eventually came the Federal Salary Reform Act 
of 1952, This act established a system of salary rates, based on a study 
of the structure of salary rates in private industry, which would make 
possible the employment of persons well qualified to conduct and administrate 
the Goverrment's programs, It established that Federal salery rates shall 
be comparable with those of private industry for the same levels of N a 

This type of system has not been established for military compensation. 
There is not in existence at the present time any one document that has a 
clear-cut statement of concepts which epply to military — ᾽ 
lacking this clear statement of concepts, the Department of Defense has been 
hard-pressed to justify recommendations for changes in compensation. As a 
result, individual services have adopted their own appreaches to military 
compensation; hence, inter-service friction, "The lack of an agreed upon 
compensation concept is in effect indicative of the lack of recognition that 
the government has an obligation to the individual serviceman in describing 
the goals of compensation in the manner industry has to its employees, "^^ 

The 'Cordiner Comittee" recognized the need for a concept of 
military compensation ari recommended in its report a fundamental moderniza- 
tion of compensation practices that embodied the following: 





O Tina Revort to τς Secretary of Defense by the U, S, Der ent of 
Defens nter-Servic Groups Appointed to Study Military Compensation, 
October, LICH (in the los o the deny ον š ntagen), D. 
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A compensation systen that will attract intelligent 
people possessing a Strong sense of responsibility to 
their country and to their families, and sufficient pay 
to enable thean to discharge their responsibilities to 
bath sirmltaneously, 

A compensation system with incentives that bear a direct 
relation to the effort cr contribution of the individual, 
4 campensation systen designed to encourage meritorious 
performance aryl advancement to higher responsibilities 
with reduced emphasis on monetary rewerd for total length 
of service, 

A compensation system with a broad pricing base for 
identification of a variety of skills as represented in 
the varying needs of different service situations, with 
controls to insure that rewards ara genuinely civen where 
deserved, 

A compensation system with compensation levels reasonably 
comparable to those paid people employed elsewhere in 
similar positions and occupations. 

A compensation system susceptible of rapid and equitable 
adjustment to compensate for chances in the national 
economy, 33 


These concepts were analyzed by the UInter-Servies Study Group" which 


was appointed to study military compensation; for the most part, it was 


fourd that they were desirable as long-range objectives for military 


compensation, ilwever, acceptance of some of them would be complicated by 


soveral factors.” ٩ One of these factors was that in the lower enlisted 


grades, the tendency has been to rely on the draft as a substitute for a 


competitive place in the labor market, It was further pointed out that 


there is a distinct possibility that tho draft could be eliminated at some 


future time, which would leave the defense capability low with respect to 


quality manpower, It would be essential in this caso to competes in the 
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labor market, ami it was proposed that this would have the effect of 
increasing the defense capability at a lower cost to the nation.” 

This country cannot depend on tho draft and at the same time hope to 
preserve a force of quality personnel that is necessary to maintain the 
high level of defense that is desired, The fact that the military was 
forced to accept from 95% to 93% of those who applied for enlistment in 1963 
to meet manpower necds illustrates this, ^9 

The House of Representatives investigating the need for a military 
pay increase stated in a 1963 report: "It is obvious to the Committee on 
Armed Services that we are rot now retaining or attracting a sufficient 
number of the types of individuals so vital to our national security. This 
situation is becoming steadily more acute in tho face of increased 
competition not only from privste industry, but from within the Government 
itso," 

From all that has been stated, it appears that a comprehensive 
program to correct personnel deficiencies of the Armed Forces must be 
initiated without delay, This action should be of ranking importance to 
the nation with relation to our national defense capability and our defense 


dollar, 





Thid., pp. 2-7, 2-5, 


É onald M, Rowland, "A Study of Relative Military and Civilian Pay, 
1953.63" (unpublished Master's dissertation, Library, George Washington 
University, 1964), p. 5. 


Iy, S. Congress, House, Military Pay Increase, 83th Cong., lst Soss., 
1963, Rept. 208, p. 5. 
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me present compensation practicos of tine Armed Vorcos are clearly 
out of step with the rest of theo economy ana are a detriment to tho needs 
of a technically sdvanced form of national defense, They are clearly 
contrary to all that has been learned about hunan motivations am can 
unmistaxably bo identified as a major impediment to national security. 

A modernization of compensation practices will create the incentive 
for retention..a Fundamental prerequisite for effective personnel control 
measures, This is required to maintain a workforce balanced by skills 
wiiech will attain optimus performance of prosent and futuro wapens 
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CHAPTER II 
IE PRESZUT ADVANCZHENT SXSTONM 


Background 

The concepts of advancement, cesigned to satisfy the needs which 
the Navy has for fulfilling its mission, have had many changes since the 
birth of the United States Navy. Because of technological changes and 
the enlargement of our Nation's sphere of influence, the Navy has had to 
expand the number of jobs to be accomplished and increase its complement 
of manpower accordingly. 

The present advancement system was established in 1950 and was 
reviews’ and refined in 19%, It remains in this fora to the present day, 
with minor additions and deletion ns. The objectives of the system are as 
follows: 

l. io provide the best qualified personnel in each rating 

ani pay grace in accordance with the nesds of the Navy, 

2. To give an individual the incentive to jene his 

performance an! professional knowledge,® 

in dealing with the first objective, tho Navy has tried to recruit 
the most talented pergermel available. Its recruiters have canvassed the 
high scheols throughout the lend attempting to interest graduating young 
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mon in joining the Navy, Insufficient rembers of hich school graduates 
have been attracted hy tha naval servico, however, aml drop-outs heve 
also been roeruitad, 

Αξίας entering tho naval service, د‎ recruit is sent to basic training 
for a period averaging three months, while in training, he is given a 
serias of written ani oral tests which are used to establish his basic 
aptitudes, During this period of training, he is also exposed to the 
numerous jobs or ratings that the Navy has to offer, With the hel» of 
qualifMie? parsonnel, a recruit may decide which rating ho will eventually 
strike for, This decision is basad on the recruit's interests and the 
sill areas ha possesses as shown by the aptitude tests, It is explained 
to him what areas he is best suited for and in what category of ratings he 
will best be able to succeed. 

He may be sent to a service school upon completion of basic training 
if he has shown a particularly high aptitude in one area, However, if no 
school quota is available in the particular area which he desires, he wil 
be sent to a fleet unit end will be allowed to strike for a rating of his 
Choice there, In most cases, the needs of the Navy are theo dominating 
factor, arxi many men with average or below-average aptitudes are sent to 
vacent billets which must be filled, ‘these men will eventually bo allowed 
to strike fer ratings which are associated with thelr particular Ὀλ1}οῦδι 
or they may possibly be transferred to a now billet lator which will allow 
them to stwike for a dosired rating. 

In striking for a vating while in a fleet unit, most of the knowledge 
is acquired by on-the-job training; however, if class "C"' schools are 
associated with this rating and a quota is available, a man may be sent there, 








2l 
If a man shows rapid progress in his on-the-job training, a class "A" 
school quota may be obtained for him by his unit, 


Grade Structure 

To make the Navy more attractive as a career am give the enlisted 
man the incentive to reenlist at the er of his first term of enlistment, 
the Navy has established a rapid promotion system. The enlisted grade 
structure in this system is composed of nine grace levels, The grace El 
is assumed upon entering the naval service and is held throughout the basic 
training period. Upon completion of basie training, a general knowledge 
examination is administered and after passing this omam, the recruit is 
advanced to grade کوچ‎ Six months from the day that he achieved E-2, 
he is eligible to take a general knowledge exam for advancement to grade E-3, 
This exam is administered locally at the discretion of the commanding 
officer, If the man has met all the minimum requirements and has been 
reconmondod by his commanding offioer for advancement, he may take the 
exam, Upon passing the exam, he will be promoted to grade 2, Six 
months after achieving grade 51.3 and satisfying the minimus requirements 


necessary for advancement, a man 15 eligible to taxe tno exam for advancement 
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22 
Advancement exams for grado L4 through grado E.7 are given service- 
wide twice a year, Advancement exams for grades £3 and E-9 are given 
Scorvico-wide once a year. 
The following are the minimm time requirements for advancement 
from grade E+ through grade ولآ‎ 


Pay Grade service Requirements 

El to E5 12 months in pay grado El 
E.5 to E-6 24 months in pay grade E~5 
E-G to = 36 months in pay grade 56 
E-7 to 43 months in pay grade E-7 


end mínima total service 
of eleven years, 
E-8 to 5-9 24 months in pay grade 5-9 
and minimum total service of 
thirteen years,’ 
At the present time, there are seventy-two ratings in the از‎ 
Each rating represents a job area which must be defined in such a manner 
that one man can quickly learn tho minimum basic skills required to do the 
job, The area must also be broad enough to encompass those jobs which 
are specifically related, An example of this may be shown utilizing the 
Boilerman (BT) rating. A Boilerman grade level &/ must know how to 
operate fuel oil burners, regulate the water level in a steaming boiler, 
operate and monitor various valves and gauges associated with boiler 
operations, and light.off the superheaters, This knowledge may be obtained 


in a fairly short period of time. A Boilerman grade level £8 mst be 





aual alis 
office, 1965). - 15, 


"ua Navy Briefing on Advancement," All Hands, ed. John A, Oudine 
(Washington: Bureau of Naval Porsonnel, July, 5). p. 30. 
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able to aóminister a division; train and superviso persomel in the 
construction, operation, and maintenance of naval boilers; and be Knowledge 
able with respect to propulsion machinory, which is an associate ومس‎ 

The qualifications for each rating are divided into the professional 
ον technical qualifications and the military requirements, The professional 
or technical qualifications are designed to give à man tho minimum requiro. 
ments for advancement within a particular rating. ‘The military requirements 
are those applicable qualifications which all personnel are expected to 
demonstrate as a minimum for advancement to any pay grade within a particular 
rating. These qualifications are so designed that an advancement in grade 
cannot be achieved without en advancement in qualifications, In this 


manner, prado level is associated with performance لا یې‎ 


Problems with Present Systen 


Length of Time Within Grade 

One of the problems with the present advancement system is a product 
of the rapid promotion aspect. Promoting rapidly decreases the time an 
individual may spend in the lower grades gaining experience and developing 
good leadership ami supervisory qualities. This fact wes brought out in an 
enlisted career symposia held in 1957, It was stated that"... certain 
senior petty officers, notably technicians, who had been advanced rapidly 
hac failed to measure up to their leadership responsibilities," Furthermore, 
“petty officers rapidly advanced have mot had the same practical experience 
in leadership as men in slower moving Tus 
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With further examination, it can be found that rapid promotion can 
be a detriment in the technical area, Technical responsibility increases 
with grade level, and it has been pointed out in the Sonar Technician Rating 
that technical experience in certain cases was not commensurate with 
technical responsibility.” 

A man may cover the entire enlisted grade span in thirteen years, 
a fact which can be detrimental in two specific ways, First, the man hes 
reached the highest goal attainable in tho enlisted ranks; therefore, he 
has a possible seventeen years of military life ahead with no new goals to 
achieve. This could have a detrimental effect on his motivation and 
productivity, Secondly, without any incentive to strive for, he may desire 
to retire at the twenty year mari rather than stay for thirty. In some 


cases, the Navy will lose and is losing valuable people, 


Billet Analysis 

The question has been posed that perhaps the Navy is not utilizing 
its manpower as effectively as possible, The Navy speaks of shortages; 
however, there are overpopulated ratings. In order to evaluate this 
question properly, the billet structure must be examined, and an identifica- 
tion of the skill requirements must be associated with the given billet. 

In May of 1965, a billet analysis was conducted by the U, S. Naval 
Research Activity, San Diego, California, on two ratings. The objective of 


the study was to reduce petty officer billets in the upper grade levels, 





12 osicky, op. cit., p. 4. 
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the assumption being that petty officer billets saved in one rating could 
be transferred to another more critical "m 

Ins first rating chosen for examination was the Comuissaryman (03). 
According to the Manual of Qualifications for Advancement ín «a 
Commissaryaan should te skilled in the preparation of food by the time he 
reacios Es. > Above this grado, the billets should be of &n administrative 
and supervisory nature. Therefore, those billets now established for 5-6 
and above in waich the orimary job is the preparation of food should be 
eliminated and more billets added at the E-5 level and below. in this 
manner, ome would be equating job responsibility with job T d 

with this in mind, billets both afloat and ashuwe were examined 
with the idea of restructuring. ‘The table below illustrates a comparison 
of the present and revised Comaissaryman requirements from grado level E^ 
to L-7. Theres was an overabundance of billets at the higher grace levels 


TABLE 3 


PRESENT AND REVISED COMMISSARINAN REQUIREMENTS 








G | Present κ Revised 
Level Requirements Requirements Differences 
C 130 -1205 
1 25 553 ~1979 
2 3465 3765 * 292 
3 4324 5751 +1427 
Total 11629 10185 14614 
i *"Personnel Management Improvoment and Quality Control," on, cit., 
Pe 70. 
14 


Ibid., p. 70. 


l54anual of Qualifications for Advancement in Rating, op, cit., p. 70. 


A Personnel Management Improvement and Quality Control," op, Cit., 
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aryl insufficient billets in tho lower grade levels, A further illustration 


is shown in Appendix A, Fígure 1. 

The second rating examined was the Fire Control Technician (FT), 
utilizing & slightly different approach, The various requirements for each 
job wore examined, and the grade level of responsibility was equated to 
each job. There were limitations in examining certain areas and estimates 
wero made, The table below compares the revised billet requirements and 


the present requirements, 
TABLE Y 


FIRE CONTROL TECHNICIAN REQUIREMENTS 


Pey Revised Current Current 
Grade FT Rats Rats On Board 
(77.66) (31 July 65) 
E-9 127 
ESB 285 
En? 1111 
E 1130 
E=5 1875 
Exedy 2773 
Total 7302* 








*"Personnol Management Improvement and Quality Control,” p. 103, 

If the billets in every rating wore analysed, the Navy could better 
allocate the manpower available by eliminating unnecossary billets in sone 
ratings ard adding billets in those critical ratings where they are needed, 


Reenlistment Rate 

The reenlistment rate is utilized as a measurement of how well or 
how poorly the Navy is doing in keeping mon in the service. A high 
reenlistment rate would indicate that the Navy is doing well, and a low 
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rsenlistment rate would indicate a high manpower turnover. Under eleso 
examination, one finds that tho reenlistment rate is defined and computed 
in a very limited way. The four-year reenlistment rate is the number of 
men wo actually reenlist at that point divided by the nuxber of those 
eligible t roenlist, This does not include those mon who reenlisted 
early or those not eligible to reeniiat, ! A 

in an attempt to make this rate sore meanlugfil, an adjusted 
reenlistaent rate is sometimes computod, Tue uumerator ani denominator of 
the rate are increased by adding those mon who xroenlistei early; howaver, 
this still does not convey a complete wat. 

The method by whieh an individual continues in the iavy is not as 
important as the fect that he does contime,. fhe strength of a rating 
nay be increased by early enlistments, conversions from one rating to 
another, and broken service enlistments, There may also be a subtraction 
from this strength by failure to reeniist, not being recommended for 
reenlistment, retirement, death or conversion to another rating. 

To determine how well a rating is meeting iis manpower requirements, 
it is necessary to measure the total manpower flow in that rating. 8 
wuld necessitate examining tho percentage of the total number in any 
particular yoar group who continue on active duty into the next year. This 
percentage could be broken downs by grade within each rating, which would 
allow a continuing oxawination of manpowor flew through the billets in 
each grade in every rating. In this manner, one could forecast future needs 
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ef marmower in each grade in every rating and allow for an early shifting 
of predicted exesss manpower from one rating to another more critical 
rating, 

For exmaple, one partioular rating can be examine! with respect to 
the mon in this rating woo have Just comileted their first four-year 
enlistment. To determine how many of these men the Navy would wish to 
"shio over," tho forecasted manpower flow in each grado must first be 
examined, This would be dependent on a predetermined attrition rate and a 
predetermined promotion rata for the rating, Tne sumber of future billet 
vacancies in each grade could bo approximete?, am only the rember required 
te eventually (111 these billets would be "shipped over," 


ΣΑΣ 

"The present system of military compensation was evolved by the 
Congress through evolutionary changes spanning e period nearly 200 years, vt 
The Congress hast responied to needs of the militery as dictated by changes 
in political arxi technelosical situations, The enacting legislation has 
been tatlored se thet it could be applied with regard to needs of the 
service ary? economic resources of the nation, Because of the way in which 
it evolved, theo military compensation system differs in many ways from 
the civilian componsation sem,” 

The military compensation systea is not contained in one single 
statue or title of the United States code, but it is fraguented by many 
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laws, ihe "Career Componsation Act of 1959," which is tho basic act for 
pay and allowances, has been amemied by 41 separate statutes, It is 
further implemented by Executive Orders, Departwental Directives, en 
decisions by the Comptroller General, Secause of these complexities, 
military compensation has been difNoult te administer and confusing to 
understand”? 

Coupensation, when referring to salaries and wages, is usually defined 
as “any money, goods, sarvice, or omer benefit furnished to or received by 
a menber for services remdomd, whether inmmoatiately, contingentiy or on a 
deferred basis. „2 Ihe military man's compensation has ali the elenents 
of tho above definition to some degree as can be seen in the figuro below., 
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This wage package has been a tradition with the military man as a 
remuneration for the long hours on the job and hardships endured. 

Since World War II, civilian industry has been rapidly adopting 
this package concept, From management, labor has negotiated contracts 
containing many of the fringe benefits that once exclusively belonged to 
the military. In fact, upon examination of the industrial compensation 
package, one finds very little difference from that of the military 


compensation package, 


Industrial 
Compensation 


Wages Premium Pays ` Fringe Benefits 


includes: includes: Includes: 
Direct vagos, &xtra Pay for Pensions 
etc, Holidays Paid Vacation and 
Extra Pay for Holidays 
Overtime Paid Sick Leave 
Shift Differentials Paid Family Health 
Production Bonus, Plans 
ete, Free Meals 


Hon-produection Bonus 
Profit.sharing Plans* 


Figure 3 





"minal Report to the Secretary of Defense by the Ue S, MM 
of Defense inter-Service Study Groups Appointed to Si Mili 


ONDE sation, o Op, Cit., p. 3-7. 

To attempt to equate the military and civilian packages with respect 
to job responsibility, corresponding categories must be compared. The 
first category to be examined is one that has been a controversial topic 
since World War II -—— fringe benefits. Fringe benefits are defined as "any 
wage cost not directly connected with employee productivo effort, 


ږو یس د اې سم سي . . 

a ننس‎ ew + 
ی‎ al o ë 
wu (| —— 
de ais ela مت‎ ο τι, 
cl Giedi A h sd yas mm mm تا‎ ——— —- 
ο γω μαθω. κ. “κι” 
— a d dl 











š 


" p ad o ur 
— s BA س‎  " -- 








31 


performance, service, or sacrifice, They include payments for time not 


worked, payments for employee security and payments for onaployee 


services, 25 


A thorough study on fringe benefits was conducted in 1964 by the 


'"Inter=cervice Study Groups" for study of military compensation, and some 


of the conclusions arrived at wore: 


1ο 


2۰ 


” 


5. 


Military fringe benefits have not kept pace with the 
general trend in the U, S, economy. Private industry 
expenditures as porcentago of gross payroll for fringe 
benefits have nearly doubled since World tar II, 
Military benefits have remained virtually unchanged. 

The comparative 1964 employer fringe benefits costs, as 
per cent of payroll, aro: 


Private Industry (36 companios ) 28.849 
Private Industry (1,000 companies) 26.34 
Other government workers 22.3% 
Military 27.9% 


The comparativo 1954 employer fringo benefits costs, as 
annual dollars per capita aro: 


Private Industry (86 companies) $1,725 
Private industry (1,000 companios) 1,515 
Othor government workers 1,560 
Military 1,410 


While the trend in industry has been to add new benefits 
and liberalise old ones, to the contrary some traditional 
military benefits have been curtailed and others eliminated. 
Typical are the elimination of dental care for dependents 
and reduction of medical services for military retired, 

The historical leadership of government service over private 
industry in matters of such benefits as retirement plans, 
paid holidays aryl leave, and health an! welfare plans no 
Longer pertains, Similar or more liberal benefits are now 
— to large segments of the nation's industrial work 
forco.* 


Private industry has equaled or surpassed the military in this area, 


arxl fringe benefits can no longer be classified as a pay advantage for tho 
military, 





Z5rb4d., p. 3. 
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The category on special or premium pay is received by only a small 
sogaent of the military am private industry es a whole, These are 
adcitional remunerations for specialisations or additional labor performed 
over and above the norm. Consequently, a comparison cannot be made between 
the military ani private industry since the benefit does not pertain te 
the ontire population. 

Tae final category contains salary and wages. "The parts of military 
compensation which should be related to the civilian salary structure are 

„Limited to basie pay, subsistence allowance, quarters allewance, and tax 

advantage accruing to military personnel as a result of the above 
a1lowanees, "^ Examining an index comparing average earnings of onlisted 
porsonnel and production workers An mamıfacturing from 1955 to 1955 
(Appendix A, Figure 4), one can see that enlisted wages have not increased 
at the game rate as those of production sam. a further comparison 
of total earnings in the economy am! onlisted basic pay increases from 1913 
to 1963 (Appendix A, Figure 5) indicates that total earnings in the economy 
have increased to approximately twice that of enlisted basic pay for the 
sano poriod, ^9 

The present enlisted compensation system has not kept pace with the 
expanding economy; therefore, enlisted personnel are receiving wages which 
are woll below the acceptable wage for comparable jobs in private industry. 
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CHAPTER 1 
TE PROPOSED ADVANCEMENT SYSTEM 


Again, we coms to the Congress with emphasis on our fore- 
most concorn--peoplo,. ο ο ο To retain as career people enough 
wall trained and experienced personnel is difficult against 
the blandishuents of civilian endeavor. Hopeful exhortation 
does not sufíico to retain the anbitious, competent young men 
we need today, They mst reason that the life of a civilian 
is moro attractive taan that of a serviceman, because I can 
assure you fine potential career talent is leaving the Navy in 
ever increasing nusbers. . . . During 196^, 21,600 men 
possessing critical hard skills left the Naval Service... . 
Secretary Nitge spoke of the overall first term reenlistment 
Fate declining from 25,3% to 20,11 today. Yet I'd like to note 
that in our Fleet Ballistic Missile progran, where our nen 
have more stabilized operations, assured periods of leave, 
generally botter houging and more pay, the reenlistment rate is 
three times as hich, 


it. is with these thoughts in mind that this advancement systom is 
proposed, The basic features of the system are to lengthen the time within 
each grade and the overall grade structure from Emê to L9 so that it will 
span a twenty-five year period, Within each gerade will be step levels for 
pay increases which can be achieved by being recommended for and taking a 
technical exam which, if passed, will automatically give the man an 
increase in pay, To be recommended for the exan, a man mst have reached 
a certain timo in gredo and elso have demonstrated technical هم-82‎ 0 
within his rating. ‘he basic pay of the step levels within each grade will 
never exceed the minimum base pay of the next higher grade, A man can 





Lamiral NeDonald, op, cit., p. 19. 
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only achieve the step level or levels that are within his present grade, 
if he becomes eligible for advancement to the next grado, he may take the 
exam anid advance evon though he has not achieved the step level in his 
prosent grade. In this case, his pay would automatically jum to the noxt 
higher grade, 


The following is a diagram of the proposed system with regard to 


time; 
Pay Grace service Requirements 
E-l to D2 ho specified time for advancement; may be 

effected upon completion of recruit training, 

Lee to L3 9 months in pay grade Fez, 
E-3 to SIX l yoar in pay grade £.3, 
E.3 to E 2 years in pay grade 5.3, 
El} to 312 18 months in pay grade Ext», 
Est to E-5 3 years in pay grade E^, 
E-5 to 513 18 months in pay grade £5. 
£.5 to SUI 3 years in pay rrade 1.5, 
E-5 to Eb با‎ years in pay grade E-5, 
D-6 to SL5 2 years in pay grade 5.6, 
E-6 to SIS l| years in pay grade 1.6, 
5-6 to En? 5 years in pay grade E-6, 
Ew? to SL? 2 years in pay grade E-7, 
E-7 to 319 4% yoars in pay grade 5-7. 
E.7 to 5-8 5 years in pay grade E-7. 
5-8 to SLY 2 years in pay grade ED, 
EÛ to SLLO l, years in pay grade £-8, 
ES to 5-9 5 years in pay grado E-8, 


During recruit training, the enlisted man (£-1) is indoctrinated in 
the basic tenets of the Navy ari is exposed to the occupations available 
to hin while serving in the Navy. On completion of basic training, he is 
given a general knowledge exam which, if passed, automatically assures his 
promotion to rprade 12, 

Tho proposed nine months spent as an E-2 will enable him to adapt 
to the military way of life and begin developing the skills needed for his 
selected occupation, The two means utilised by tio Navy in developing 
those skills are service school training and on-the-job training, 








3 
At the comoletion of one year in service, the man should have 


Aun 


coupleted iis adjustment period ani bo well alon; in his development of 
the basic skills of the rating he is striking for. It is at this point 
that tho minimum tines for advancement to 1-2) i5 proposod, 

À man who has been working in the rating ho is striking for should 
be proficient in the basic skills of this rating twenty-one months after 
compioting basic treining, The exceptionally skilled should receive some 
recoynition, and it is proposed that a step lovol be included here,  There- 
fore, those personnel win dewonstrate competence in their skill could 
o an increase in pay after passing a technical exam, 





To establish a quality career force, the first term enlistee mst 
develop both in mllitery discipline and technical sicill. A sufficient 
period of tame in which to gain experience within his job is required so 
that he can handle increased responsibilities in the future. He must 
also be allowed to mature and develop potentially useful qualities of 
leadership. A three year period of time should be sufficient for this 
purpose, and it is proposed that this be tho minimun timo for advancement 
to tho potty officer grade of Eb, 

An enlisted man who has achieved grade اسا‎ in three years will have 
one year of his first onlistment romaining in which to demonstrate the 
qualities and skills that he has developed. As a petty officer, he will 
be in a position to influence and guide those personnel under his 
authority. The remaining year should be a sufficient period for his 
superiors te observe his leadership qualities and technical ability and 
decide whether or not to "ship him over," 

Those personnel who are "shipped over" will add to the career nucleus 
which the Navy needs to efficiently and effectively carry out its mission. 
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They will now follow an orderly progression of promotion, allowing enough 
time within coach grado to acquíre the experience necossary to carry out 
the responsibilities of the next higher grade, The step levels within 
these grades will enable the lavy to continus to cive recognition to those 
men who cemonstrate a high level of competence within their rating, These 
step levels will be based solely woon technical skill and will not carry 
with them an increase in military responsibility. 

The grade structure of this system is graduated in such e manner to 
pernit personnel to contimeally have a goal to strive for throughout their 
careers, This could preclude the less of mtivation and productivity which 
is characteristic of a System that permits promotion to its highest enlisted 
grade in a relatively short period of tine, 

Persennel advange’ under the proposed system should have sufficient 
time in which to gain experienoo and develop tho qualitics of leadership 
necessary to become good leaders, A good leader can effectively guide and 
direct the men umler his supervision am! thereby gain their respect, With 
this respect could cone the prestige which has so long been absent within 
the petty officer ranks, 





The examination system for advancement in rate would remain the same 
under the proposed system with the addition of technical examinations for 
step level advancement. Tho technical examinations would be compiled 
separately for each step level ami would contain questions which pertain 
to the particular skill level to bo attained at cach step level. The 
examination would contain questions on only that area of a rating in which 
@ man is required to have knowledge. It would be constructed centrally at 








»? 
the United Stebes Naval Zxamnlning Center, ani when a man is recommended 
Soy the step Level, the exa would be omlered by and sent to his local 
coma, The man wovld automatically recoive his step level promotion 
upon pessing tae exam since a quote system is wot includes for ts 


alvencosent, 


Pyramid Effect and Manpower Flow Rate 

Every rating in the Mavy has s required number of ballots. The 
ideal billet structure for any one rating has a bread base of billets at 
the lower grade levels am e steady decrease of tho total munbor of billets 
as the crado levels — Ideally, this would form a pyremd; however, 
tho shape of the pyramid would be different for each rating due to job 
requirements with respect te sill level and responsibility. A smooth 
manpower flow must be onsured through tho billet structure of every rating 
in order to prevent stagnation, A continual forecasting of future manpower 
needs would be necessary at avery crace level of every rating to maintain 
this flow, 

To determino an accurato forocast, a rato of manpower flow through 
the billet structure of each rating should be established. The rate of 
flow would depend on the average tine spent in.rrade ot each grade level 
and the ratio of billets fron one grade level to the next higher grade 
level. To increase tho accuracy of the manpower flow rate, 2 prodetermined 
attrition rate should be added, This attrition rate should be composed 
of deaths, voluntary and involuntary releases, ani conversions from one 
rating to another, With this manpower flow rate, one could theoretically 





2 
Ledr, Gates, personal interview, 








38 
take the number of men in a specific rating by grade who were eligible 
to roenlist and choose the proper number to reenlist, The ideal time 
to use the manpower flow rate would be at the end of the first enlist. 
ment. One could theoretically retain the exact number of people to fill 
future needs based on the flow of manpower through the grade structure 
in the rating, and these men could expect to be promoted at the minimum 
time after passing the exam. 

Theoretically, the manpower flow rato should work; but practically, 
it would need some assistance, which could be in the form of conversions 
from one rating to another and severance pay. A prime candidate for this 
should be a person who had exceeded the average time spent in-grade. ? 
if it is determined that stagnation is beginning to occur at a grade level 
in a particular rating, the above mentioned personnel should be asked to 
convert to another rating that is less populous or be given the alternative 
of involuntary severance. It has been determined that the Navy could pay 
increasing amounts of severance pay for increasing lengths of time spent 
in the Navy and still spend less than it would cost to keep the man to 
s. it is evident from examining column six of Table 5 in 
Appondix A that the Navy would only have to offer half that amount shown 
to provide adequate retention incentive, 

The continuance rate is defined as the percentage of the total 
number in a particular year group who continue on active duty into the 





Personnel Management Improvement and Quality Control," op, cit., 
p. 39. 
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39 
next years” For example, if there were 2,000 men in their fourth year 
of enlistment in 1965, and there were 1,000 men in their fifth year of 
service in 1966, the continuance rate from the fourth to the fifth year 
would be 50%. By using the continuance rate, the Navy would know the 
exact number of personnel that it retains from year to year in every 
rating. With this knowledge in mind and the knowledge of manpower flow 
through a particular rating and by use of the manpower flow rate, the 
Navy could determine future continuance rates and thereby better allocate 


its manpower resources, 


Pay 
Historically, every major study on military compensation has been 
accomplished with respect to the principle of comparability.’ The tern 
comparability is used to indicate that the principle of equal pay for 
equal work applies and should be utilized with respect to job performance 
8 
and job evaluation. 
The "Hook Commission Report" in 1943 states: 
The pay structure should offer initial compensation ami 
progressive increases that compare with what a serviceman 
could expect in other professions and occupations requiring 
similar abilities, He should have as mich opportunity to 


attain success as the man whe chooses to enter private 
business, At the same time he must be assured of comparable 





SLedr. Gates, personal interview, 
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socurity. And with this assurance of oqual opportunity 
with his civilian fellow citizen, he has an equal 
responsibility to support himself and his dependents and 9 
to participate in the cost of the government as a taxpayer. 


The purpose of developing a military wage scale that is comparable 
to those of Federal civil service and private industry is to: 

1. Establish competitive income levels with similar 

occupational fields, 

2. Provide equal recognition to the military 
professional, technical and labor forces. 

3. Create a system of compensation which is 
readily comparable to systems in industry or 
other civilian enterprises, 

4, Mechanize a compensation adjustment system in 
order to provide responsiveness and flexibility 
to meet changing compensation levels in the 
national economy, 

The first step in developing a wage scale for the military is to 
establish a standard for comparison, The equating of job responsibility 
between Federal civil service and the military should provide this 
standard. In May of 1964, a study on such a comparison was completed for 
the Department of Defense, and it was determined that there is a common 
standard between Federal civil service anc the military. This standard 


11 
is based on similar levels of duties, responsibilities and qualifications. 
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The grades that were equated in accordance with the above standard 


are shown below: 


TABLE 6 


LINKAGE OF FEDERAL CIVIL SERVICE AND MILITARY 








Military Rank G3 Grade Range 
.. 759,21 
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The grades El and i2 were omitted since they are only suited to 
military organizations. 

With the linkage of job responsibility established between the 
military and Federal civil service, a wage scale may now be formulated 
which would give the military a comparable wage and follow the principle 
of equal pay for equal work, 

The following is a table comparing the present enlisted wage scale 
with the proposed wage scale, The proposed wage scale is based on the 
salary value of comparable Federal civil service grade — 
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TABLE 7 
PRESENT AND PROPOSED MILITARY PAY SCALE 


Proposed Pay Scale 
Includes increased base pay, 


Presont Military Pay Scale 
Includes base pay, BAQ, and 



































subsistence samo BAQ, and same subsistence 
Pay Longevity Salary Fay Longevity Salary ference 
Grade Step Grade Step Between 
Systems 
El Under 2 yrs, Ll Under 2 yrs, 153,385 [11296 
1 dependent 1 dependent, 
5-2 Under 2 yrs, Ee Under 2 yrs. | ',197 ||* 1,95? 
l dependent l dependent 
E-3 Under 2 yrs. E-3 Under 2 yrs. | 5,009 ||+ 2,560 
1 dependent 1 dependent 
SLL Under 2 yrs. | 5,360 
i dependent 
bel 3 yrs, with ES 3 yrs, with 5,711 ||+ 1,883 
2 dependents 2 dependents 
S12 lk yrs, 6 "mo. | 5,950 
Em 5 6 yrs, Em 5 6 yrs. 6,189 ||* 1,214 
SL3 ? yre, 6 mo, | 6,425 
Emb 8 yrs. SL} 9 yrt, 6,661 |/+ 1,145 
Es 10 yrs. 6,897 
Em? 12 yrs. SL5 12 yrs, 7,132 ||* 807 
816 1 ۰, 7,369 
Em7 15 yrs. 7,605 
E8 16 yrs. SL? 1? yrs. 7,840 ۱۱+ 498 
5-9 18 yrs. SLB 19 yrs. 3,075 ||- 228 
5-9 20 yrs. F8 20 yrs. 8,310 ||- 122 
E.9 22 yrs. S19 22 yrs. 8,730 || + 2 
E.9 25 yrs. 5110 2l. yrs. 9,250 || * 472 
EO 25 yes, E-9 25 yrs. 9,435 || + 707 
5-9 26 yrs, E.9 26 yrs. 9,720 || + 26% 








To ensure that the military wage continues to keep pace with that 


of Federal civil service and private industry, it would bo necessary for 


the Congress to enact legislation similar to the “Federal Salary Reform 


Act of 1962," 


lines ani the wage scale could keep pace with our growing econony. 
President Kennedy realised that there was a growing need for such legislation 


The military would be provided with concrete wage guide 





4 
when he made the following statement at the White House signing of the 
"Military Pay Act of 1963," 


In supporting this legislation before the Congress, this 
Administration pledged to use its best efforts te assure that 
in the future military compensation will keep pace with 
inereases in salaries ani wages in the civilian economy. 

I think that I speak on behalf of all of us when I say that 
it is a pledge that we intend to keen. 





i, S, President, 1961.63 (Kennedy), "Remarks to Guests Witnessing 
the Signing of the Military y Pay Act of 1963," the White House, October 2, 
1963, quoted in the Arny, orco Jour d Resistor, October 12, 
1963, p. 26, 
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CHAPTER IV 


QUESTIONNAIRZ SURVEY OF THE PROPOSED SISTEM 


A questiomaire was compiled) concerning the proposal to investicate 
the desirability of the new advancement system. The investigation was 
accomplished in the form of a pilot study by taking a small segnont of 
the Navy enlisted population ant administering the guestionnaire to this 
group, 

The area chosen for investigation was tho UJ, S, Naval Air Facility, 
Washington, De Co Two major factors in the selection of tho Naval Air 
Facility were ite proximity and its broad distribution of ratings, From 
its comlenent of 904 enlisten men, a rarion sample of 250 men was taken, 
The samme, obtained through the personnel] officer of the Facility, was 
selected by taking a proportionate amount of persennel from the availablo 
dspartments, The sample was broken down into five groups and the 
questionaire ws aiministered to these groups, ane at a time, over a 
period of two days, 

The proposed system was thoroughly explained to each group and the 
men were given tho opportunity to ask any clarifying questions, The 
system was also written on the first page of the questionnaire for 
reference purposes. 

Of tho sample of 250 men, or» man did not complete tho questionnaire, 
Each session was controlled so that adequate tine was given for each man 
te think about the questions before solecting his choice of answers, 
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It has boon determined that no single factor, but a combination 
Gf soveral factors, explains why tho Navy is having difficulty retaining 
its híghly skilled personnel. The factors which were taken into 
consideration in this project were prestige, status, aud pay. The 
questionnaire was constructed to include questions concerning these factors. 
Anbicuity, stereotyped responses, cliche answers, end loaded words were 
avoided, 

The questionnaire was of the structured type; however, a mumber of 
the questions contained space for comments, The questions were structured 
in such a manner as to facilitates ease An handling and tallying the data. 

The following is a distribution of respondents by grade: 
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Questionnaire 
i. Your present grade and rating. 
2. Tine in present grade, 


3. Time in tio Navy, 





b, Are you making the Navy your career? 


5, Tas propossl's major cancept is te promote men to higher petty 
officer graces on a basis of leaderaiip ability as well as technical 
skill and to advance men to higher pay levels within grade based on 
technical ability. 


Definitely comet indiiíereunt Sosownat Definitely 
in favor in favor Neutral opposed opposed 
Cosments. 


6. How do you feel about the length of time for advancement in-grade 
under ha present system: 





160 About 109 
Right Long 


Fron me to En) 
From ie) to belt 
From οι to 5-5 
From 55 to 5-6 
Fron JO to lim? 
Fron Te? to md 
From 59 to 5-9 
Coments, 


7. How do you feel about tho length of tino for advancement in„grade 
under the proposed system: 
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About 109 
Right Long 
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from E.5 to L6 
From E.6 to En? 
Pwon £.7 to L3 


From E.S to E.9 
Comments : 





What effect do you fees the rreposed alvancement system would have on: 


Get 
Worse 


Improve 


morale 

leadership ability 
Supervisory ability 
productive motivation 
caroer rotention 

prestige of petty officer 
discipline 


respect fox the petty 
officer 


ΤΙ Ἡ 


111111! 
ION 


Comments: 


ihe reason most zen want to advaneo in-grade ís for the increase in 
status, 


Strongly agree Agree Disagree Strongly disagree 

The reason most men want to advance in-grade is for additional pay. 
Strongly agres Agree Disagres Strongly disagrees 

Real statis begins with: 

Endt سا‎ 5 =ó Be? سر‎ E-9 





I feel that each grade has the prestige that it deserves, 
Strongly agree Agree Disagree Strongly disagree 





15, 


14, 


We 


Do you feel that a graduated increase of pay within grade would be 
a better incentive to "ship.cver" than the variable "shipping-ovor" 
bonus presently in uso? 





Do you feel that the variable "shipping-over" boms retains people 
ho aro more impressed with the amount of the bonus than they are 
interested in a career in tre Navy? 








CHAPTER Y 


ANALYSIS OF THE SURVEY 


To properly analyse the accoptability within the enlisted ranks 
of the proposed advancement system, a survey in the form of a 
questionnaire was conducted, The questions pertains to variables which 
were related to both the presont aml propose systems, Ly examining tho 
ions of a sample of enlisted personnel with respect to these variables, 





it was believed that the effect that each systen would have on the 
variables could be determined, In this mamer, a judguent could then be 
mace as to what merit the oroposed system would have compared to the 
personnel. 

The first three questions were of a goneral nature covering present 
grade and rating, timo in present grado, and time in the Navy, respectively, 
The fourth question was concerned with the number of people who aro making 
or planning to make tho Navy a career, Of the sample, 44,9% indicated 
that they do not plan to make a career of the Navy, Of the men in their 
first tora of enlistaent (54+ and below), over 50% definitely are not 
caroer-mimded, and approximately 30% are undecided at this time 
(Appendix B, Table 1), It is readily apparent that many skilled personnel 
in this sample will be lost before the Navy realizes a satisfactory return 
on its investment in these men. 
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Tho fifth question dealt with tho propossl's major concopt.-to 
promote men to higher potty officer grades on a basis of leadership 
ability as well as technical skill and to advance men to higher pay levels 
within grade based on technical ability. To some degree, 69.2% were in 
favor of this concept as compared to 16% who were opposed to it. Sinco 
only 4.46 of the sample were definitely opposed, 95.6% saw some merit in 
the concept (Appendix D, Table 2). 

The sixth question was concerned with opinions with respect to tho 
length of time for advancement in-grade under the present system, Each 
grado was presented separatoly te obtain any variation in opinions between 
lower and higher grades. A definite majority was of the opinion that the 
entire present promotion system with respect to time is favorable 
(Appendix B, Tables 3-9). Approximately 30% felt that the time periods 
for promotion to grades Eel and 1-5 are too short, These opinions wre 
distriluted evenly throughout the grades, oth grades 2) ani £5 may 
be achieved in the first enlistment and the above indicates that there arse 
a fair number of people who are of the opinion that perhaps personnel 
achieve these grades before they have the experience which is needed to 
assume this level of responsibility. 

The seventh question dealt with the length of time for advancenent 
inegrade under the propo Each grade was again presented 
separately to obtain any variation in opinions between lower and higher 
grades, With respect to advancement to grade 5-3}, 53.3% expressed the 
opinion that the length of time for advancenent under the proposed systen 
is adequate as compared to 29.3% who felt that it is too long. (Appendix D, 
Table 10). The majority of those who expressed the opinion that the time 
period is too long were in the lower grades, 
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The opinion was expressed by 47,44 of the sample that the length 
of time for advancement to 5-} under the proposed system is adequate 
as compared to 43.4% who indicated that it is too long (Appendix B, 
Table 11). Tho majority of those who expressed the opinion that the 
time period is too long were in grades E.2 ani £3, 

The opinions for grades 5-5 through E-9 were evenly distributed 
betwoen adequate and too long with the advantage going to those who 
indicated too long (Appendix E, Tables 12 through 16); therefore, no 
significant conclusion can be drawn for theso grades, 

Comparing the oninions civen with respect to time in-grade for 
the proposed system with those in the present systan, it becomes apparent 
that many of those who indicated adequate for tine in grado for the 





oposod system also gave the same response for the present systen, 
Consequently, it can be concluded that either these respondents did not 
understand the two questions, or that they became biased with respect 
to tho proposed system after examining the wage seale which is associated 
with it, 
Question eight listed several variables and the effect that the 
oposed advancement system would have on these variables, The majority 





felt that the following variables would improve under the proposed 
system: morale, leadership, supervisory ability, productive motivation, 
career rotention, prestige, and respect, (Appendix B, Tables 17 through 24). 
The chief petty officers (E-7, E-9, E-9) indicated a high majority in the 
opinion that productive motivation end career retention would improve. 
Concerning discipline, 47% felt that it would improve under the 
proposed system and 45% indicated that it would remain the same (Appendix 5, 
Table 23). 
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Item nine on the questionnaire stated that tho reason most men 
want to advance in-grade is fer the increase in status, Of tho 
respondents, 65,85 favored this opinion to some degree (Appendix B, 

Table 25), 

Item ten stated that the reason mst men went to advance in grade 
is for additional pay. An overwhelming majority of QÉ favored this 
opinion (Appendix B, Table 26). 

Item eleven askod the respondents in which grade real status begins. 
Tho majority of the oniniens were evenly distributed among grades E.S, 
5-6, ατα 5-7 with the other grades receiving a substantially smaller vote 
(Appendix B, Table 27). Only 14,9% of the respondents indicated that 
the petty officer grade of Edi has any status. In fact, from tho 
conclusion drawn above, there wes a definite diversification of opinion 
to the grade where roal status does begin, Looking back at the responsos 
to item nine, it is obvious that most respondents aro aware of status 
and want to advance to increase their status, It could be eonclwied that 
the present advancement system does not offer the necessary time to 
develop tho experience ani maturity needed to comaenmi a recognition of 
status at the lower petty officer levels. Time is considered to be a 
definite factor sinse the respondents were of the opinion in item eight 
that an increase in tine would improve leadership ability, supervisory 
ability, prestige, ani respect——all characteristics of tho measurement of 
status in a grade, 

To further justify the above conclusion, 67.5% of the respondents 
to iten twelve disagreed to seme degree with the statement that each 
grade has the prestige it deserves (Appendix B, Table 28), 
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Qusstion thirtsen dealt with a graduated increase in pay as 
opposed t9 a variable "shipping-ovoer" bonus preconily in use as a 
better incentivo for reenlistment. Of the respondents, 52.25 favored 
the graduated inersaso in pay compared to 27.95 wo favored a variable 
"shippingeover! bonus (Appendix B, Table 29). Tha upper grades favored 
the graduated pay increase ani the lowor grades favored the bonus, 

The conclusion thet can be draw is that younger mon are apparently more 
attractad to lup sun cesh payment, and older men ero more interosted 
in a larger pay on a daily besis, 

In question fourteen, 66,35 favored the cpinion thet tho variablo 
"shipping-over" bonus retains people who are more impressed with the 
amount of money offered than with tho idea of making a career of the 
kavy (Appendix B, Table 30). The boms is designed to retain first tern 
enlistees.~people in the lower grades, A definite relationsiip exists 
betwoen the opinions of this question and question thirteen in which 
the lower grades favored the bonus, The conclusion could perhaps be 
drawn tiat many of the young men who favor this bonus aro, in fact, 
"shipping-over'" because of the money and, therefore, may not do the job 
as efficiently as those who "ship-over" because they like the Navy. 
Those people who "ship-~over" because of the money may eventually feel 
that they have too much time in service to terminate their service end 
would contime ina career that does not satisfy them, 

From this analysis, one can concluce that enlisted men in the 
sample are interested in an advancement system which will provide then 
with petty officers who have the leadership ability and technical skills 
which are cormensurate with the responsibilities of each grade level, 
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They are also interested in a system which provides them with an 
increase in status ami prestige at each increase in-grade and a wage 
scele that is commensurate with job responsibility. It is apparent 
that they are of he opinion that & longer period spent at each grade 
level would provide the Navy with such e systems however, at least half 
of the respondents are unreceptive to a lengthening of the time within 
each prade to the extent of the pronosed advancement system. This could 
be due to tue fact that stagnation has occurred in a munber of ratings 
at various grade levels, and there are long psriods of time between 
advancement, ‘This, alone with the present wage scale, causes hardship 
on them and their families, ani any increases in minim tine for 
advancesent becomes unaeceptahle, 

The general reaction by the sample te the propocal in its entirety 
was favorable; however, there was considerable objection to the minirna 
tine for advancement to grades 5-0 through E-.9 under the proposed systen. 
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CHAPTER VI 


SUMMARY AND CONCLUSIONS 


The technological explosion of recent years has caused a vast 
change in the concepts of warfare. The mission of the Navy has taken 
on new meaning ard the weapons to complete this mission have grown in 
number and complexity. To carry out this mission end to maintain these 
weapon systems, the Navy has expanded its forces ani has molded them 
into a highly skilled amd efficient fighting team, 

A major challenge facing the Navy today is to keep this highly 
skilled am! efficient fighting team "intact". Many of its skilled personnel 
are leaving the service for mre attractive jobs in civilian industry and 
in Federal civil service. Positions in these industries offer more status 
and a higher wage scale, Prolonged separations from families and adverse 
living conditions lessen the attractiveness of a iiavy career, Benefits 
which were previously enjoyed by the militery have not kept pace with our 
rapidly expanding economy, amd private industry and Federal civil service 
have either equaled or surpassed these benefits. On examining wage scales 
for comparable job responsibilities between private industry, Federal 
civil services, and the military, one finds that the military lags far 
behind in this area. 

The Navy has not been realizing a fair return on its investment 
in the initial four-year enlistment. To train a skilled technician 
requires many months of schooling ami on-the-job training. Dy the time a 
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man acquires the skill and experience necessary to do hls job properly, 
half of his enlistment is finished. At the em! of four years, private 
industry is ready to offer this man far more than the Savy can offer 
him. As a result, many of theso men leave the militery for better 
positions in private industry. 

In an attempt to counter this exodus of its highly skilled and 
competent personnel and to make the service more attractive as a career, 
the Navy utilizes a rapid promotion system. This system allows personnel 
to be promoted rapidly in the first term of enlistment and to reach 
positions of responsibility in a short span of time. By being promoted 
rapidly, these persennel do not have a sufficient period of time in which 
to develop the experience and maturity which are oommensurate with the 
skills and leadership these positions of responsibility entail, Decause 
of this, authority and responsibility previously delegated to these 
enlisted positions have been centralized within the commissioned officer 
ranks. AS a result, ths status and prestige previously enjoyed by 
potty officers has deteriorated considerably. 

The present advancement system does not meet the challenge which 
faces the Navy today. Rapid promotion has caused many of our ratings to 





some stagnant at various grade levels. To alleviate this problem, 
billets have been added at these levels which, in turn, caused an over. 
population in many ratings, Over-population and stagnation does not 
present an attractive career incentive to a man who is just finishing 
his first term of enlistment. 

In an attempt to find a solution to the Navy's retention problen, 

a study was conducted on the advantages and disadvantages of a new type 
of enlisted advancement system. The entire structure is proposed to be 
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spaced over a period of twenty-five years so that a man will be able to 
continue to advance to higher levels throughout his career. This systen 
proposes to expand the length of time spent within each grade to give a 
man the opportunity to gain additional experience before he has to assume 
the responsibilities of a higher grade. Within each grade, step levels 
are proposed, similer to those in the Federal civil service, at which 
point a man can achieve a pay increase based on his teehnical skill. 
The system proposes to have a wage scale which is comparable to the same 
levels of responsibility in private industry. 

A survey was conducted with regard to the proposed system in which 
a sample of 250 enlisted personnel completed a questiomaire concerning 
both the presont ani proposed advancement systems, After analyzing the 
questionnaires, it was concluded that enlisted men are interested in an 
advancement system which vill provide them with petty officers whe have 
the leadership ability and technical skills which are cowmensurate with 
the responsibilities of each grade level, Furthermore, tansy are 
interestod in a system which provides them with an increass in status and 
prestige at sach level of advancement and a wage scale which is 
comuonsurate with job responsibility. 

The majority of the respondents stated that the alinimun time for 
advancement te each grade under the present system is adequate. With 
respect to the proposed system, the majority of respondents stated the 
opinion that the minimum timo for advancement to grades £2 through Eh 
is adequata; however, for grades [5 through £-9, opinions were almost 
equally distributed botween the time being adequate ani too long. 

The majority of respondents folt that the status and prestige of 
the petty officer is not what it should be. They felt that the proposed 
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system would improve this by improving leadership ability, supervisory 
ability, prestige, and respect. They were also of the opinion that the 
proposed syste vould improve retention. 

The pay scale of the proposed system presents a wage which is 
comparable to job responsibility in private industry and Federal civil 
service. ‘The majority of the respondents favored the opinion that such 
a wage scale would bo more advantageous than a "shipping-over" bonus and 
would allow them te assume a standard of living comparable te their 
civilian counterpart in our growing econoriy. 

From this pilot study, it is concluded that the proposed system 
would encourage the rotontíon of higbly skilled personnel by offering 
them & wage scale commensurate with their job responsibility and tho 





status ani prestige befltting tneir position. Therefore, it is 
that further study be conducted to determine the feasiidlity of adopting 
the proposed advancement system by the military services. 








LEVELS OF COMPETENCES ATTAINED BY SONAR TECHNICIANS DURING 
A FOUR TAA ENLISTMENT 


Colum Definitions: 


l. Months of Service 

2, Advancement in Rating (Tines shown are tho minimum number of months 
required to become eligible for advancement to the noxt rate, Since 
advancement ecminations are given bit twice e year, only a few 
advancements coincide with the time seale given, ) 

3, Status 

4, Level of Competence 








Traines and Attending recruit school 
Travel (OQ uos.) (11 weeks) 


3 mos. 


Traines and Attending SO A Sehsol (23 
Travel (7 mos.) to 31 weeks), Length 
depende on wether ship or 
submarine designated and 
on the location of courso, 
In addition to operator 
skille and procedures, he 
learns some basic 
electronics and how to 
perform preventive 

Γιῶ τι نفتنصه‎ 9 . 





6 mos. 


9 mos. 





Advances 
ta SN Reports to ship, Mey spend 
12 mos. first fow months perform 
Novice ing mess cooking or other 
15 mos (12 mos. ) nonrating-connected details. 
He needs OJT under oonpotent 
13 mos, Advances guidance to develop skill 
و‎ 3 in equipment operation and 
maintenance, 


TE CT PEE Ga <p pan REDE وم مه چو وه‎ 


21 mos, 














Rosicky, op, cit., ppe 25-26. 
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TABLE l--2Continued 





1 2 3 3 
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2 mos, Operator and Can operate and perform 
Meinteiner preventive maintenance on 
27 mos, (6 mos.) his equipment. Needs only 


limited supervision, May 
attend technical maintenance 
course on a specific 
equipment as soon as he 
advences to 502, 

















Advances 
to 502 — — — 
Trainee and Attending Class C 
Travel (2 mos.) maintenance course on 
specifie equipment (6 to 10 
weeks ) 

39 nos. 

Operator and Returns to ship where he 

33 mos, Novice neods approuriate cuicance 

Technician during time it takes to 

36 mos, (12 nos.) develop confidence and 
competence in his equipment 
maintenanes, trouble. 

39 mos, shooting, and repair 
responsibilities. Also 
becomes a better operator 
en] maintainer es a result 
of the co: 0 

2 Operator and Decomes qualified to 

Technician technically maintain his 

85 mos, ) equipment, If he reenlists, 
needs and is normally sent 

43 mos, to SO B School to improve 


his technical background, 
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TABLE 2 
FIRST TERM RIENLISTMENT FIGURES BY RATING? 


Colum Definitions: 


1. Relative Standing 

2. Rate Abbreviation 

3. Separations Eligible to Reenlist 
b, No, Reenlisted 

5. Reenlistment Rate 


Note: Cumulative 1 July 1964 through 30 June 1965 


1 

1 ER 
e SD 
3 MT 
: C3 
5 TD 
6 TH 
7 AZ 
8 DS 
9 DK 
10 CX 
11 ρα 
15 PH 
15 EQ 
14 CT 
15 PT 
16 UT 
17 HM 
18 MN 
19 HA 
20 FT 
21 PH 
22 BM 
23 AC 
24 AK 
25 SK 
26 SH 





"Rosicky, op, cit., ppe 22-23. 
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TABLE dimi Continued 


A | 
Ε 


DM 2+ 
DC 453 
AD 3010 
AT 1890 
EM 2436 
SM 678 
RM 3470 
IC 1436 
CE 147 
SF 1333 
AB 1133 
EA Ν6 
AR 1250 
BT 2378 
PC 253 
SW 108 
LI 84 
AG 321 
PM 28 
IM 43 
BD 2001. 
OM 67 
ML 18 
MR $71 
kavy 

(includes 

general 

rates) 

74224 
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Report to Secretary cf Defense on Professional and Technical 
Compensation for Military Personnel, cp. cit., p. 3-38. 
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APPENDIX B 


RESPONSES TO THE QUESTIONNAIRE 
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Iton k, Are you making tho Navy your career? 


I 


En? 


Emb 


Em 5 


D3 


TABLE l 


DISTRIBUTION OF RESPONSES TO MAKING Ti RAVI A CAREER 


ْ. i 





100.04 
0.0% 
0.0% 
8.14 

31.9% 
23.3% 
29.3% 
30.7% 


24.9% 
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Item 5. 
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The proposal's major concept is to pramote men to higher petty 
officer grades on a basis of leadership ability as well as 
technieal siili and to advances men to higher pay levels within 
grade based on technical ability. Hew do you feel about this 
concent? 


TABLE 2 


DISTRIBUTION OF RESPONSES TO PROMOTION ON A BASIS OF LEADERSHIP 


لن سنا = 


Total 
Sample 


ABILITY AND ADVANCEMENT TO HIGHER PAY LEVELS ON A BASIS 
OF TECHNICAL ABILITY 


pas ΕΗ E > a P a AS I m 1 — — —— K ee RE تس‎ 


Definitely | Somewhat | Indifferent/ Somewhat pafind taly 
Ho, | in Favor in Faver Neutral Opposed Opposed 





2 100.07 0.0% 

2 100.0% 0.0% 

8 25.0% 12, 5% 
37 35.1% 8.1% 
b? 42.6% 0.04 
60 26.7% 3.3% 
02 36.6% 0,0% 
52 32.74 9.6% 
2⁄9 35.1% 34.15 14.8% 11.65 —R 
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Item 6, Hou do you feel about the length of timo for alvancement 
imgrade under the prosent systen, 


TABLE 3 


DISTRIBUTION OF RESPONSES TO TE LENGTH OF TIMES FOR ADVANCEMENT 
FROM E-2 TO 82-2 (PRESENT SYSTEM) 
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Item 6, How do you feel about the length of time for advancement 
in.grade wier the present systen? 
TABLE Y 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TOE FOR 
ADVANCEMENT FROM E-3 TO &4 (PRESENT SYSTEM) 


a = = — — out — B m a سم‎ ۹ 
Short Right long Undecided 
50.04 50.04 0.0% 


0.0% 
0.0% 
0.0% 
2.7% 
12.7% 
10,0% 
0,05 
0.04 





3.64 5.24 
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Hew do you feel about the length of time for advancement 


in-grade under the present systen? 


TABLE 5 












50.0% 
100.04 
50.04 
24.3% 
36.3% 
13.3% 
14,6% 
21.2% 


DISTRIBUTION OF RESPONSES O. TE LENGTH OF TIME FOR ADVANCE. 
MENT FROM E-à TO E-5 (PRESENT SYSTZM) 





Undecided 


0.0% 
0.0% 
0.0% 
2.7% 
10.5% 
5.0% 
2.5% 
3.8% 


4,8% 
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Item 6, 
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How do you feel about the length of time for advancement 
in„grade under tho prosent system? 


TABLE 6 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM ¿m5 TO E~6 (PRESENT SYSTEM) 


About "Too 












0.0% 
0,0% 
2.7% 
6.4% 


» 


13.57 














10,0 






0.0% 
0.0% 
0.0% 
2.78 
6.45 
10.0% 
3.8% 


4.8% 
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Item 6, How do you feel about the length of time for advancement in-grade 
umer the present system? 
TABLE 7 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM Z-6 TO 55} (PRESENT SYSTEM) 


= [= = [STE T— 





59 0.0% 
5-8 2 0.06 
5-7 8 0.0% 
E-6 37 0.0% 
5-5 47 12,8% 
EA 60 10.0% 
5- 41 2.4% 
E-2 52 3.8% 





Total | 259 15.2% 63.04 10,84 6.0% 
Sample 
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Item 6. How do you feel about tho length of time for advancement 
in-grade under the present system? 
TABLE 8 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM Z-7 TO E-8 (PRESENT SYSTEM) 


— ا‎ T ή... — — — e MN eee ee 





Ez‏ 1-1-2 8-28 لل 
0.0% وچ 
0.0% 2 2-8 
E-7 8 0.0%‏ 
5.4% 37 ت6 سا 
10.7% 47 5-5 
11.7% 60 اس 
E-3 4L 264%‏ 
5.6% 52 5-2 


Sample 





item 6, 
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How do you feel about the length of time for advancoment 
in.grado under the present system? 
TABLE 9 


DISTALBUTION OY RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FAOM FS TO En9 (PRESENT SYSTEM) 





0.03 
0.0% 
0.0% 
8.1% 
14,9% 
11.7% 
2.4% 
5.8% 


2⁄9 15.3% 66.7% 9.6% 3.47 
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Item 7. How do you feel about the length of time fer advancement 


inesvade under the proposed system? 


TABLE 10 


DISTRIBUTION OF RESPONSES TO THES LENGTH OF TIME FOR 
ADVANCEMENT FROM E-2 TO 23 (PROPOSED SYSTU) 


Grade 





Undecided 


0.04 
0.0% 
37.5% 
10.8% 
12.7% 
10.0% 
7 lth 
3.9% 


9.6% 





"- سا‎ - he 


¡A $ w... 


A E 
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Item 7, ἴον do you feel about the length of time for advancement 
in.grade under the proposed system? 
TABLE 11 


DISTAIEUTION OF RESPONSIS TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM E-3 TO E-h (PROPOSED SYSTEM) 


0.0% 
0.0% 
12.5% 
8.6% 
8.5% 
8.2% 
4.9% 
2.0% 





6.4% 





— — 
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Iten 7. How do you feel about the length of time for advancement 
inegrade under the proposed systom? 


DISTRIBUTION OF RESPONSES TO THS LENCTH OF TIMES FOR 


TABLE 12 


ADVANCEMENT FROM E-b TO E-5 (PROPOSSD SYSTOM) 


Grado No, 
و‎ 2 
EB 2 
En? 8 
Ε-6 37 
E~5 4? 
Enel} & 
E-3 42 
E-2 52 
Total | 2! 












100.02 
50.07 
50.04 
93,35 
53.24 
45,0% 
58,5% 
34,6% 


0.0% 
0.0% 
25.0% 
8.08 
8.54 
3.3% 
4 OF 
1.9% 


5.25 


"--— ww! p meres 








ltem 7. 





B1 


low do you feel about the length of time for advancement 


íin-eprade under the proposed system? 


TABLE 13 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM ESS TD Emb (PROPOSED SYSTEM) 


0.0% 
0.0% 
12.55 
8.04 
6.4% 
8.3% 
4.9% 
3.8% 


6.0% 
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Iten 7, How do you feel about the length of time for advancement 
in-grade uyler the proposed system? 
TABLE 14 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM E.Ó TO 9-7 (PROPOSED SYSTM) 


— w 
Grado No. Short Right lang Undeeided 





5-9 0.04 
E-8 0.0% 
2-7 12.54 
556 5.3% 
E-5 6.44 
El 11.6% 
82 4.9% 
5-2 3.9% 

Total | 259 2.8% 6.8% 


2 le 
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Item 7. 
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iow do you feel about the length of time for advancement 


inegrade under the proposed s yatem? 


TABLE 15 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM 5-7 TO E-G (PROPOSED SITEM) 


“Too " Aout ٢ 
Grade Short Richt Undecided 


9ه 
EG‏ 
»تا 
5-6 
E)‏ 


اسب[ 


Sample 


109.048 











0.0% 
50.04 
ELLS 
33.3% 
33.4% 
41.4% 
53.8% 


0.0% 
0.0% 
12.5% 
8.04 
8.14 
11,6% 
با 
3.9% 


3.8% 





ee 
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Item 7. How do you feel about the length of time for advancement 
in-grade under the proposed system? 


TABLE 16 


DISTRIBUTION OF RESPONSES TO THE LENGTH OF TIME FOR 
ADVANCEMENT FROM E-8 TO E-9 (PROPOSED SYSTEM) 


Too About Too 
Short Right Long Undecided 


0.0% 


Grade NS 
E-9 2 

E-8 2 0.0% 
E-7 8 12.5% 
E-6 37 8.0% 
B-5 47 8.5% 
E-4 60 11.64 
E-3 42 4.9% 
5-2 52 5.8% 





Total 


44.2% 9.2% 
Sample 
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item 8. what effect do you feel the proposed advancement system 
would have on morale? 


TABLE 17 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 


ADVANCEMENT SYSTEM ON MORALS 


Get 








0.0% 
0.0% 
0.0% 
5.5% 
2.1% 
1.7% 
4.9% 


1.94 


2.84 





Iten 8. 


Grade 


SES 


K. 


Kise 


Sample 
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What effect do you feel tho proposed advancoment system 
would have on leadership ability? 


TABLE 18 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF TH PROPOSED 


ADVANCEMENT SYSTEM ON LEADERSHIP ABILITY 











mare 





Regain Get, ` No 
improve Sana Worse Opinion 


0.0% 
0.0% 
0.0% 
0.04 
0.0% 
3.4% 
4.9% 
0.0% 


۱ 
1 
| 








Itom 8, 


37 


What effect do you feel the proposed advancement systex 


would have on supervisory ability? 


TABLE 19 


DISTRIBUTION OF RESPONSES ON THis EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON SUPERVISORY ABILITY 





0.0% 
0.0% 
0.0% 
0.0% 
0.04 
3.4% 
5.94 
0.0% 


1.6% 
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Item 8. What effect do you fesl the proposed advancement system would 


have on preductive no tivation? 


TABLE 20 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 


ADVANCEMENT SYSTCM ON PRODUCTIVE MOTIVATION 


— — — — — — — — 
Grade Improve Sane Worse pit 


E-9 e 
5-8 2 
En? 8 
56 37 
دسا‎ 47 
E 60 
Em3 41 
E-2 52 

Total | 249 





0.0% 
0.0% 
0.0% 
2.6% 
2.2% 
3.12 
7.3% 
1.9% 


3.27 
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Item 8, What effect do you feel the proposed advancement system 
would have on career retention? 
TABLE 21 


DISTRISUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON CAREER RETENTION 














Grade Inprove are 
E-9 100.05 0.0% 
L-3 100,08 0.0% 
E=7 25.0% 0.03 
E-6 24 4% 0.0% 
5-5 23.4% 4.2% 
E-t 20.05 5.0% 
L-3 24.4% 7.3% 
E-2 1.9% 
Total 249 46.2% 26.5% 23.3% 4.0% 


Sample 
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Item 9, khat effect do you feel tho proposed advancement system would 
have on prestige? 
TABLE 22 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON PRESTIGE 





















Remain Get No 
ه هتل کات‎ 

E-9 100.0% 0.0% 
E-8 100.04 0.04 
5-7 37.5% 0.0% 
5-6 59.4% 0.0% 
5-5 76.6% 2.14 
Ent 75.0% 5.0% 
53 58.5% 4.9% 
۳2 63.5% 1.9% 

μα LU 8.0% 2.8% 


11111 


A 
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Item 8, What effect do you feel the proposed advancement systema 
would have on discipline? 
TABLE 23 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON DISCIPLINE 


Ze Get 
Improve Worse Be 





5-9 0.0% 
2-8 2 0.0% 
E-7 8 0.0% 
E-6 37 2.7% 
5-5 m 4.2% 
E 60 5.0% 
E-3 42 4.9 
E-2 52 0.0% 

Total 29 47.0% 45.0% 4.0% 4.0% 


Sample 
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Item 8. What effect do you feel the proposed advancement system 
would have on respect for the petty officer? 
TABLE 24 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE PROPOSED 
ADVANCEMENT SYSTEM ON RESPECT FOR THE PETTY OFFICER 

















Γ | Get Ἢ No 
= [= [— |= [= [= 
E-9 2 0.0% 
E-8 2 0.0% 
5-7 8 0.0% 
DN 37 0.0% 
5-5 47 4.2% 
Ent 69 5.0% 
E-3 42 9.7% 
B2 52 1.9% 

Total | 249 62.3% 29.3% با‎ 4,0% 





——— — — * 


33 


Item 9, ¡he reeson most men want to advance in.grade is for the 
increase in status. 


TASLE 25 


DISTRIBUTION OF RESPONSES TO ADVANCEMENT INSGRADE FOR 
INCREASE IN STATUS 


Γρ ا‎ trongly 
Grade Agree EY dil 


5-9 2 0.0% 
E-8 2 0.0% 
E-7 8 0.0% 
5-6 37 2.7% 
5-5 47 4.3% 
Ee 60 5.0% 
E-3 41 2.4% 
سا‎ 2 52 3.8% 





Total | 29 49.1% | 22.8% 3.9% 
Sample 
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item 10. 
additional pay. 


TABLE 26 


DISTRIBUTION OF RESPONSES TO ADVANCEMENT IN-GRADE FOR 


ADDITIONAL PAY 


— gl; ۳ 
Disagree 


0.0% 
0.0% 
0.0% 
0.04 


4.3% 
1.6% 
0.0% 

0.0% 


[m or Re 








Tao reason most men want to advance in-grade is for 


0.0% 
umi 


Strongly | 
Disagree] Opinion 





No 


0,0% 
0.0% 
0.0% 
2.7% 


4.3% 


3.3% 
2.5% 
2.0% 


2.0% 








Item ll. 


Total 
Sample 


Real status begins with: 


TABLE 27 


DISTRIBUTION OF RESPONSES AT WHICH GRADE REAL STATUS 
BEGINS 





249 {14.9% 26,2% 
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item 12. I feel that each grade has the prestige it deserves, 


TABLE 28 


DISTRIBUTION OF RESPONSES TO EACH GRADE HAS THe STATUS 
IT DESERVES 








97 
Item 13. Do you feel that a graduated increase of pay within grade 


would be a better incentive to "ship over" than the 
variable "shipping over" bonus presently in use? 


TABLE 29 


DISTRIBUTION OF RESPONSES TO A GRADUATED INCREASE IN 
PAY AS INCENTIVE TO "SHIP OVER" 


9ص 





— EN. 


lame س‎ EN. HAE u ier LR 
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Item 1%, Do you feel that the variable "shipping over" bonus retains 
people who are more improssed with the amount of the bomas 
than they are interested in a career in the Navy? 
TABLE 30 


DISTRIBUTION OF RESPONSES ON THE EFFECT OF THE VARIABLE 
“SHIPPING OVER" BONUS 


59 0,0% 
5-8 0.04 
5-7 8 0.0% 
5-6 37 2.7% 
5-5 ly? 4 2% 
E 60 18.24 
5-3 hy 17.0% 
2 52 9.6% 

Total 259 10.4% 


Sample 
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